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ABSTRACT

The first two chapters of this report recount the
history znd organizational goals of the Council for Adult and
Experiential Learning (CAEL) and then list challenges and barriers to
adult training and education, Chapter 3 descrites characteristics of
programs that would respond te the skill-building challenge: (1)
provide opportunities to all levels of the werk force; (2) foster
employee initiative and motivation in gaining skills and knowledge;
(3) allow employees to choose from among training options and have
them learn on their own time; (4) provide prepaid tuition; (5)
provide ongoing educational advising and support; (6) link tuition
assistance to identified human resource needs and communicate these
needs to employees; (7) provide a continuum of options from General
Educational Development preparation to technical courses and
certificates and degrees; (8) integrate public and private school
opportunities with employer-sponsored programe; and (9) provide a
single point of contact for employers to get information about
aducation and training options. It also discusses CAEL's experience

ith comprehensive employee education and training programs,

emphasizing the joint ventures model. Chapter 4 makes the following
recommendations for public policy directions: (1) provide technical
and operational resources to help implement programs; (2) provide tax
incentives to employers for ongoing operation of programs; (3) make
the tax exemptions permanent] and (4) build educational institutions’
capacity to work in partnership with employers. (CML}
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TrE CouNciL FOR ADULT AND EXPERIENTIAL LEARNING

%
e Council for Adult and Expetiential Learning
(CAEL) is a narional leader in the field of adult leamning
and is the preeminent not-fot-profic organization
coordinating educational services for adults, CAEL's
mermbership includes over 600 colleges, universities,
corporations, labor unions, associations and individuals,
Since its founding in 1974, CAEL has worked actively
to identify and remove batriers encountered by adult
learners who wish to re-enter the educational systemn.

CAEL's early activities have included:

* development and disserninacion of techniques with
which to evaluate college-level leamning gained from
work and life experiences (ptior leaming assessment)

s creation and distribution of pub’. ;atiens for those in
the field of adult learning

* professional and insticucional development programs
to assist the acadermic community in responding to
the educational needs of adults

For almost a decade, CAEL has applied 1es expertise o
the field of workforce education, pioneering the
development of innovative employee education and
development programs in a joint venrures framework.
These “joint ventures” programs draw the employer. its
unions (if applicable), its employees, education
providers, and CAEL together into a partnership. In
this partnership, CAEL acts as a bridge betwren the
employer and the educational community to provide
suppaort services for employees and to link ernployees to
all educational opportunities available to them.

To date, CAEL has designed and administered over 30
joint ventures programs, serving both large and small
employers as well as diverse employee populations in
industries ranging from telecommunications to manu-
facturing, from construction to government agencies at
both federal and local levels. CAEL currencly has active
joint ventures projects in 29 states.

Qur of CALL's experience in the arena of employee
growth and development, several other organizational
activiries have emerged:

+ consultation services to the educational, business,
government, and organized labot cornmunities to
assist each of chese sectors in responding to the
educational needs of working adules

» research 1o expand knowledge about effective learner-
centered programs and build educational institutions’
capacities to pravide them

* public and private sector policy initiatives to promote
policies responsive 1o the needs of adult learners
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d@@ Arruoss the k@@ﬁ”&am businesses are experiencing

rofound demographic changes. rapidly-
d('\d()]'\ln}. rechnologries, and a shifting economic
basc. To compete in rhis new, global economy,
businesses require highly-skilled employees ar all
levels of the workforce, capable of innovating and
problem solving on the job. To remain emplovable in
this economic environment, workers at all levels will
need to upgrade chedr skills: front-line workers in
particular will need to acquire skills chat enhance
productivity and ensure adaptability in a dynamic
work environment. Studies show that almost fifey
million warkers will need additional craining over the
next decade to keep up with the new demands of a
changing economy and workplace.

Dpte the well-<ducumented need for highly-skilled
workers. numerous studies and survevs have found that
mervasing numbers of emplovees do not have the kinds
of skills required to succerd 10 today’s job marker. A
study conducted by the US. Departments of Educa-
ton, Labor and Commeree found chae two-thirds of -
emplevers consulted assessed the carrent pool of entry-
level apphicants as insufficiently prepared even in basic
skills. The skill-building challenge is particularly
preasinig in light of the limited number of new: entranes
to the workferee: nearly 8057 of those who will be in
the worklorce in the year 2000 are already our of schocl
and working.

A survey conducted by Heidrick and Struggles. an
executive search firm. reported that 62% of responding
comporate board chairmen identified building and
kevping a qualified workforce as the most important
issue American companies will confront duting the
next decade. Bue despite the recognition among some
business leaders of the need to build employees’ skills,
must employers provide eicher litele or no training for
front-line workers, or their training programs are toc-
narrowly focussed on short-term needs to fully realize
long-rerm gaals,

peage 3

THE SKILL BuiLDING CHALLENGE

Frw CoMPANIES PROVIDE TRAINING
FOR FRONT-LINE AND HOtR1IY WORKERS.

Amang small businesses--which represent the fastest
growing sectar of our economy. already employing
567 of the nation's private-sector workforce--a
recent survey found that enly 2007 of firms with
100-200 emplovess, and only 67 of firms with 20-
99 employees. provide any traming ar all for chesr
emploves.

In the corporate sector, even those businesses that do
invest in training tend to allocate available craining
dollary primarily 1o managers and supervisors.
According to the Amencan Souwety for Traiming and
Developiment, over 70 of training dollars are
allocated to managers-and supen isors--a group that
comprises only abow 3077 of the workorce, The
other 07 ot the workforee--the haurly, indusinal,
service and parprotessional workers--must share the
remaining 3% of che funds. Often, these workers
come from the rraditonally under-served sectors of
the population: minorities, women. and immigranes,
Thus. as rhe situation currently stands, chose most in
need of education are lease likelv to receive it trom
their employers.

TRAINING THAT 15 Avanasiz ™0 FRONT-LINE
anD Houmoy WORKERs 15 PRIMARILY JoB-
SPEQRC AND LINKED 1O SHORT-TERM GoALS.

Those training dollars thar are directed 1o frone-line
workers are usually allocated to provide job-speaific
training to meet short-term gouls. such as reaching
employees how to use new equipment or ensure safety
i the workplace. While such training is imporrant,
it generatly does not provide employees wich upportu-
nities to improve basic skills, increase productivity.
of develop the problem-solving and communication
skills that will be requised of them in the future as
their companies adapt to economic change.

Closing the 5kills Lap: New Soltions
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Turmon Renve PROGRAMS
LACK INTEGRATION WITH STRATEGK;
“HuMaN RESOURCE DEVELOPMENT PLANS.

While many large companies also have tuition
reimbursement programs, through which employecs
can continue their education by enrulling in local

educational institutions, these programs are gencrally

regarded as an employee benefic which is distinct
fram and lacks coordination with the employer’s
overall steategic human resource development plan.

TumoN REIMBURSEMENT
ProGravs ARE UNDER UTnuzen.

Partiatly as a resule. tuition reimbursement programs
tend 10 be under utilized by emplovees who don't sec
the connection berween conrinued education and jeb
growth and development. Tuition retmbursemem
programs are also under-utibized by frone-line and
hourly workers because the majority of these workers
tack che necessary financial resources t pay for their
tuitton up front. According to a report of the
National Enstitute for Work and Learning, emly 3-
5% of the eligible workforce actually uses tuition
reimbursement programs.

1f America 1s to regain its competinveness, the
current trend in training for frone-line and hourly
workers cannot continue. As the preceding staastics
show, most employers make licele or no investment
in training for these workers. Among those that do
provide triming, efforts are fragmented. and fail 1o
masimize the resources invested. To meet che skill-
building challenge. employers muse ingegrate and
expand their current training programs. First, it is
important to understand what has prevented many
employers from making a greater investment in
craining for their front-line and hourly workets.

Barmiers To EMPLOYER INVESTMENT
N EMPLOYEE EDUCATION AND TRAINING

The Commission on the Skills of the American
Workforee's report, Amerias’s Choia: High Skifls o
Lou Weages. concluded that employers have a can-
scious low skill‘low wape stracegy. CAEL contends
that employers do not have a conscious low skill low
wage strategy, but, racher, face significant barriers
that discourage an investment in their front-line and
hourly workers. To make an investmert 12 skill
building in the workplace. employers. like individual
adult leamers, need the requisite informarion,
financial resources and support.

Based on its extensive experience in designing and
implementing prograras chat premote employee
growth and develrpment, CALL has idenofied a
number of key barriers to employer investment in the

education and trming of emploves.

* Emplovers lack the time o develop and
implement training programs.

Most employers. and particularly smaller ones.
identify the lack of time as cheir most signtficant
barricr o establishing employvee development
programs. They report that managers already have
their hunds full just meeting work schedules and
deadlines: chey simply don't have the time to
develop and implement teaining and education
programs char will address human resource needs in
a comprehensive fashion. In addition. training
takes people away from their jobs, and there simply
aren't enough staff resources available to release
people, on employer time. for craining.

. )
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¢ Employers lack the financial resources to
develop and iWement training programs.

b
%ﬂ%ﬂ%ﬁﬁ also cite insufficient financial
Lifces as a primary barrier to a greatet invest-
ment in worker and education and training. The
costs of training are comprised not only of tnstruc-
tional fees, but also, and more significantly, of lost

wages for training conducted on company ume. A -

recent study conducted by CAEL on training costs
in the steel industry found chat 80% of employers’
costs were 1n last wages, while only 20% of costs
were for instruction.

* Employers lack information about effective
models for employee education and training.

Most employers are not familiar with effective
mudels for worker education and training. Even
those that have been exposed 10 successful models
often do not know how to apply these ideas to their
companies of how o connect with educatinal
providers who can deliver the training.

* Employee education and training, especially for
front-line, entry-level and hourly employees, is
not viewed as contributing to increased
productivity and the "bottom line.”

Employers usuatly recognize the connection
between training and che bottom line in very
specific cases, such as when new equipment is
purchased. However, most employers do not have
enough information about the imipact of employee
development on productivity ro see the connection
between broader worker education and training and
the bottom line,

¢ Employers equate training with "trouble
shooting” or remediation.

Most training departments are dedicated to
providing short-term remediation. They may be
charged., for example, with solving an immediate

page §
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problem, or orienting employees to use new
equipment or adapt to new procedures. This
function is critically important. However, this
piecemeal, reaccive approach to training is not, in

itself. sufficient to addeess 2 company’s long-term
skill needs.

* Emplovers belicve that employees who develop
transferable skills through training programs
will leave for better jobs.

Many employers believe that their investment in
eraining will result in ernployees leaving the
company after they have attained new skills,
especially 1f education and training options go
beyond job-specitic skills.

CAEL has found that even when employers are able
to avercome these initial barriers to investing in
education and training programs, they often face
additional, external obstacles to implementing and
sustaining these programs.

BARRIERS TO EMPLOYER
IMPLEMENTATION OF EMPLOYEE EDUCATION
AND TRAINING PROGRAMS

* Post-secondary educational providers are often
inaccessible and slow to respond to employers.

With some exceptions, post-secondary educational
institutions have not been readily available or
prepared to respond to employers' requests for
assistance. Many of these providers have failed to
reach out to the business community to establish
programs in partnership with them.

» Educarional providers' programs often do not
meet employers' needs.

Among those providers who Aate reached out to
work with the business community, most continue
to bring an already-established menu of programs
to employers. Both post-secondary educational

Closing the Skils Gap: New Solultons
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institutions and private craimng vendors often lack programs and lictde staff ume is avadable to

the flexibility an approach and in curnculum to Jiate appropriate programs tor emplovees,

“00 4

work effectively with employers to define ther

Q)
qu@b specific needs and adape programs to meet those

Thise firms also tend ta have even fewer
finangial resuurces of their own to Invest in
netds. training and «lucation.

* cinplovers must treat training as 4 cost, rather
than an investment.

Both capital investments and worker education and
training are long-term Investments in a4 compant’s
future, Yet. while the tax code allows capieal
investments, such as equipment purchuses. o by
depreciated over several vears, training and develop-
ment costs must be treated a espenditures i the
current year's operating budget. Most employers
find that they do not have sufficient rosos e m
their current vear'’s operating budget to mube o
signiticant investment im their emplovees fong-
term growth and development.

» Government funding for emplover education

and training is fimited and difficult to access.

There 15 lietle avinlable runding for progrars
thar promote employvee growth and develop-
ment. The few existing prograns present a
bureuaucratic maze that most companies des nat

have the ume ur the resources w navigat.

For small firms, which emplov 367 of the
private-seecor workforee. the problens are
exacerhuted.

On one hand. these irms need wdaceon and
training more since they demand 4 greater
dwversity of skills from their emplovees smply
because chere are fower people to do the work.
On the other hand, nme off for training
problematic since each individual 1 cricieal o
smoath business operation and may be callad
upon to pitch in whenever there is a need. In
addition, many small. as well as medium-sized,
firms are too small to operate their own tronmy

In addition to the barnien fuced by employers 1
invering in and implemenung emplover education
and training programs, mdi s ko alvo
confrant barners 10 particpatsing i programs onge

thev are establhed.

Banriers To EMPtoves PARTIUIBATION
x Eptcamon asp TraNivg

« Emplovees lack infurmation about the skills
needed for their future emplovabiliee and the
education and training options that can help

them to acquire these skills.

Emplovees newd more informaton rrom their
emplosers on the skill that will be nesded. They
also newd information o both avaslable internal
traimeng options. and the offerings of educaoosa
providers i therr commumin . Emphaces aheoneed
to learn how to navigate the educitionad sistens
and eeess services--how b eftecnve edisatienal

cONsUMe M.

* Emplovees are not aw are of their own skilis,
interests and apticudes.
Quute often, emplovees proceed 1o pursae sducation
of trainmng goels before they have identitied thar
own skills. interests and aptitudes. Emplovees teed
asantanee i amductng these seli-assessments prior

to partiapation m education and tranimg programs

* Many adules equate school with failure, and
lack confidence in their ability to leam,

Many wourkers who have nut been suceesstul in
previvus cducational CXPenEnces mMay assoote

continued aducation with tailasy and, as a resalt, be

-
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reluctant to participate. Mareover, employees often

find thar their family ot peer culture provides little
support for ﬁ@ing education.

élﬁé@ees find the cost of tuition and books to
be prohibirive.

Many employees simply cannot afford to pay up
front for tuition and textbooks. And while most
working adults can only attend school part-time,
financtal aid generally is available only to full-time
students.

Educational providers often do not meet
emplovees’ needs.

While some educational mnstitutions have plaved a
leadership role in designing programs responsive to
the needs of working adults, most have not made
this transition. Batriers include courses offered at
times or locations that make ic difficult for employ-
ees 1o attend: unapproachable or snaceessible
instructors; abstacles to the full and fair transfer of
credit earned elsewhere: and severely limited hours
for access to essential services such as repistration,
admissions, financial aid, bill payment, and
program advising and planning.

Educational providers often do not recognize
emplovees previous learning.

In addition. adult learners often are not awarded
college eredit for what they already know. Instead,
they must enroll in courses they have already
mastered, which wastes cheir time. money and
effort. Prior leaming assessment (PLA) is now a
recognized, well-respected academic practice that
includes a humber of techniques for evaluaring und
awarding college credit for college-level learning
that an adult has gained through work and life
experience. PLA not only saves adules time and
money; it enhances students’ self esteem by
acknowledging and rewarding previous learning,
thus greatly increasing their chances of succeeding

i -
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in further learning experiences. And vet too many
educational institucions still do not have PLA
programs in pla<.

Some of these barriers are rooted 1n beliefs about the
role of training and education in the wotkplace.
Orhers reflect difficulties in developing new ideas
and approaches. And some are external o the
workplace and provide direction for public policy
recommendations. All of these barriers—both to
employer investment in employee education and
training and to individual workers in participaring in
sucn programs--must be overcome in order to address
the skill-building chatlenge.

Ciosing ™he Skilis Gop: New Solutions
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¢ Provide a single poin1 of contact for emplayees
to get information about all of their education

GrowTH AND DEVELOPMENT

CAEL has found thar, ro meet the skill-building
challenge. a new, basticr-removing approach o
empiovee education and taining is needed. This
new approach must achieve the following goals:

* Provide employee growth and development
opportunities to all levels of the workforce

* Foster cmplovee initiative and mativation in
gaining skills and knowledge

* Give emplovees an investment in training
outcomes by allowing them to choose from
among relevant education and training options
and having them learn on their own time

* Provide prepaid tuition to assure access for all
levels of emplovees

* Provide ongoing educational advising and
support for emplovees

* Maximize tuition aid dollars by linking tuition
assistance to identified human resource needs
and communicating these needs to employees

* Provide a continuum of education and training
options to meet the needs of emplovers and
workers, from basic skills and literacy instruc-
tion, to GED preparation, to technical courses
and college certificates and degrees

* Integrate educational opportunities available
through public and private schools and
colleges with employer-sponsured education
and training programs

and training options

‘This new approach to the skill-building chal-
lenge acknowledges the fact that emplovees
enter education and training programs with
varying skill levels, and provides a vehicle
through which employees--at all educational
levels and at all levels of the workforce--may
develop a broad range of skills.

In contrast to rradicional emplovee education and
training programs, which focus on joh-spevific skitls
and short-term necds, the new approach fxuses on a
comprehensive set of skills—thac includes job-speaine
skills. basic skills and more advanced skills, such as
the ability co communicate, innovate aad solve
problems--to meet both short and long-term needs,

If emplovees are to acquire these skills. they muss
first be motivated to learn and have a stake in the
outcome.

To give emplovees an incentive to lam. and o
promoate their commitment to achieving training
goals, emplovers must play an active role in their
own growth and development. Thus, this avw
approach recognizes and supports the need to pur the
individual employee, or learner, at the very heart of
the education and training program.

To foster initiative in gaining skills, employees
should be given information about the skills that
their employer anticipates a need for, both at the
current time and in the future. Employees should
also be given comprehensive information on both
internal and external education and training options
that will enable them to acquire these skills. Armed
with this information, emnloyees can then choose
what they will leam; select the educational provider

i
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can provide training in the chosen area; and
determine a timetable fot achieving the goals that
they have set
ALY
Al

actlitate a transstion to chis approach is

mselves.

to form partnerships among businesses, their
emplovees and nons (where applicable), and local
educational providers. Through these partnerships. a
comprehensive program model can be created tha

maximizes and integrates the resources and experuise

of each of the partnezs, enabling emplovees t access 4
full range of educational aptions in their commumity,

as weil as intermnal craining options. Job-specific
training can be offered in house on compuny time,
while broader trining and education can be offered
tw emplovees on their own time,

CAEL's EXPERIENCE WITH
CoMPREHENSIVE FMPLOYEE EDUCATION
AND TRAINING PROGRAMS:

THE JOINT VENTURES MODEL

What are the specific program muodeds chat promaote
emplover growth and development? The following
description of CAEL's joint ventuncs approach is
intended to illustrate one medd for meeting the skill-
building challenge. CAEL's joint ventuics approach
has successfully removed the barriers to employer
investmens in education and rraining, as well as
barriess to employee participation in programs once
they are established. CAEL believes that both
businesses and policy-makers can benefit from the
experience CAEL has acquired in designing and
implementing its joint ventures model.

CAEL acts as a bridge among the employer, its
employees. and local educational providers which
deliver services to the employees. As program
manager, CAEL engages in the following activities
prior to intruducing a joint ventures program to the
workforce:

» CAEL begins by drawing the employer, its
unions (if applicable), and its employees

page ¥
RS

rogether into a partnership. CAEL assists these
partners to identify human resource needs and
assess the effcctiveness of current employee educa-
tion and training programs. Based on these
findings, CAEL advises the employer on how to
build a more comprehensive and integrated
education and training system.

* To complement and expand the company's
internal craining offerings. CAEL establishes a
network of local educational providers o
deliver additional services to emplovees, This
network of educational pviders becomes a vital
partner in the joint vencure, capable of linking
emplovees =0 all available education and craining
opportunities in their area. CAEL manages the
provider network to ensure responsiveness ta
employer and emplovee needs. Through the
neework, emplovees can selece the provider thag
besi enables them to pursue education ac their own
appropriare level.

* Once this network has been established, CAEL
identifies a representative of each provider,
who will work with the program throughout
its duration, ‘CAEL briefs these individuals on the
program and assists themn in establishing internal
systemns 10 accommodate CAEL's prepaid twition
system--a system that enables employees to enroll
simply by presenting a voucher, or “Letter of
Credit.”

* CAEL next identifies individuals within the
educational provider network 1o serve as
program advisors and Returning t Learning”
workshop leaders. CAEL trains these individuals o
provide individualized advising services to employ-
ees, as well as to deliver small-group Returning ta
Learning® workshops which motivate employees to
continue their education and instill a sense of
confidence in their ability to leamn.

During inicial training, advisors receive information
abaut the program and the special needs of employ-

Closing thw Skills Gap: New Solufions
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ees from the company, union seaff (if applicable),
an L. Advisors are then prepared to serve as a

%M shopping" resource to employees boch on
he company's internal training vpporcunities and
on educational programs available through local
providers. Advisors work on behalf of the indi-
vidual and on behalf of the program, mather than in
the interest of their home institution. This

unbiased advising is a unique fearure of the joint
ventures apprc ach to education and development.

¢ CAEL then gathers comprehensive information
on the range of programs and services offered
by each provider. This information is compiled
into easy-to-read reference materials for use by
program advisors and employees alike.

Once these pieces are in place, CAEL works with the
employer to develop a plan to introduce the program
to the workforce. CAEL then assumes ongoing
responsibility for program management. therchy
minimizing the employer's own investment of time
in ensuring the program’s success. At the company’s
direction, CAEL tailors the folloving services and
benefits to meet employer and employee needs:

 Outreach. CAEL conducts face-to-face outreach
sessions at individual waork sites to describe
program benefits, answer employees” questions, and
€NCoUrage paricipation.

s Prepaid tuition. Up-fronr financial assistance for
education and t@ining is provided through tuition
vauchers. or “Letters of Credit.” which employees
Present upon fregistration at educational insttutions
in lieu of payment,

* “Returnirg to Learning™ workshops. During
this interactive workshop, facilitators guide employ-
ecs through self-assessments to assist them in
discovering their skills, interests, and aptitudes; help
them to identify educational and career goals; and
provide comprehensive information regarding local
educational options at all levels: from basic skills, to

technical eraining, from undergraduate t graduare
and professional study. The Returning to Learning®
workshop also helps employees to put previous
educational experiences. which may have been
negative, into context, and to see the advantages of
returning 1o school as an adult.

¢ Individualized advising and support services.
Emplovees can meet individually with program
advisons for help in planning their educational and
aarcer goals and selecting an «ducational provider.
The services provided by joint ventures advisors are
employee-centered: the advisor informs, supports,
and encourages the individual's educational and
career dexisions.

In addition 1o resource materials on the programs
and services of local education providers. CAEL
provides advisors with comprehensive resource
materials on the prior learning assessment (PLA
programs offered through local colleges and
universitics. Advisors then make emplovees aware
of sptions far having their prior learning assewsed
for college credic.

¢ Toll free lines. At any time prior to or during
their participation in the program, employees may
call CAEL's toll-free lines to recenve answers to their
questions. assistance with the school enrollment
process, referrals to program advisors, referrals to
company training programs, and information on

upvoming Returning to Learning™ workshops.

Enabling emplovees to accomplish much of their
learning on their own time is a unique feature of
the joint ventures model.

The investment of theit own time mativates employ-
ees noc only o begin, but to pursue their education
and development; educational and training opportu-
nities become a self-investment, through which they
exert greater control over their lives and furures. In
additien, the individual employee’s time contribu-
tion also can eliminate a significant portion of the

by
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cmployets costs for wages lost during on-the-job
be of businesses may bring

tmning options to therr employess.

This factor is of special importance to small business

owners, given Wﬁmc:ﬂ time, and staff con-

straints.
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The following examples reflect the benefits of

programs which adopt the employee growth and

development approach. These programs:

¢ Bring about increases in productivity.

Employees in a CAEL joint venture with a feading
paper manufuceurer had varying levels of skills
before entering the program--ranging from those
with first and second grade reading levels to those
interested in pursuing graduate degrees. CAEL
worked with the manufacturer w develop a
comprehensive education and treiming program
that was flexible enough to meet this full range of
needs. By establishing linkages wich a broad group
of educationa! providers in the community, and
providing employees with advising services that
enabled them to establish goals and Wdennfy
providers’ that would best suit their needs, a
continuum of learning opportunities was provided.
Because those with basic skills needs participared
side-by-side in the same program with those with
those whost skills were more advanced, there was
no stigma associated with participation, and
employees at all levels came forward in Jarge
numbers to take advantage of the program.

As a direct result of the program, the company was
able to give greater Aecision-making and self-
monitoring responsibility to these front-line workers;
increases in productivity were widely reported.

* Reduce employee turmover.
Contrary to employers' fears that employees will

leave the company after upgrading their skills,
CAEL has found that employees who participate in

joint ventures programs are s fbely to stay with
the company becaust they recognize that the
company values thern and has made a commitment
ro helping them prepare for the future, In fucr,
there ane several documented cases in which
introducing training programs has refvad emplove
turnuver.

As cited in the Wl St fuwernal, a nationat fase-
food chasn implemented 2 prepaid twition program
for its employets at one location where high
tumover had cost the company $62,000 in tratming
and hiring costs during the previous year. After the
first year of implementation, a study showed chat the
annual tumover was reduced to S8 among employ-
exs envolled 10 school chrough ehe program, versus 2
240% rate for the business’ other workers. The
business' total cost for the program in prepard
wnstructional fees was only $ 10, (KK}

* Achieve unprecedented participation rates.

¢ According to the National Institute for Wark
and Learming, the average utihiaton of eampany
tuition aid programs is only 3-5% of tw chgible
workforce. However, in CAEL's joint ventun:
with ane large employer, whose 28,0600 employ-
ets are epread over a fourteen-state ap-a, the
percentage of employees enrolled in school
rose from 6% to 265 over a three-year
period.

o In ancther joint venture with 2 midwestern
telecommunications company, only 3.5% of all
eligible employres had participated in the
company’s existing tuition reimbursement
program in 1986. During the next three years,
as a result of a concerted company effort, the
participation rate rose to 7% . However, only ten
months afrer CAEL's joint ventures program for
this employer was instituted--only one full
sernester of implementation--11% of the entire
eligible workforce, both union-represented and
managers, had returned to school.

Closing 1he Skils Gap: New Sokullons
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* Enable employees to make sound choices about

\/d@@ %gyducariun and training needs.
@ 443 Same: empluyers are imtally skeprical about cher

employees” ability o make appropriate decdisions
abour their education and training needs. How-
ever, in CAEL's experience, when individuals are
gwen information abour company needs, internal
and external training opportunities, and have access
10 advising and support, they make choices that ar
appropriate both for the company and themselves.

In one program that CAEL administers for a
telecommunications company, 72% of emplovees
who participated in the program chose (o study
business, electronics, or compurer and information
systems, the thtee major areas in which the
company had identified a need for more skilled
employees. An additiomat 145 of emplovees chose
to study liberal arts, in ordet to develop the
communication. creative-thinking and problem-
solving skills that were also in demand in this
company.
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RECOMMENDATIONS For PuBLIC PoLiCcY DIRECTIONS

- g v
@@Au 1 n@nin‘g programs, Like the joint ventures
m(%é@ promate employee growth and develop-
ment, have the potential to improve productivity and
foster employee development and retention. Some
employers have already begun 1o play a leadershin role -
by making the shift to a more strategic approach to :

pap 13

Public matching funds could also be provided w0
oftset employers' initial costs for program operi-
tion, which includc:

program start up

instructional fees and related costs, including
hurman resource development. Still, relatively few textbooks
emplovers have invested in programs of this type. ¢ advising and assessment
While employers shouk! not be solely responsible for )

responding to workforce skill-building needs, their

Program management coordination

imvolvernent and investrment 1s critically important to Small and medium-sized employers may not be
ensuring long-term economic competitiveness. large enough to devzlop programs of their own.
: Funding should be made available for these
A kev 1ssuc that remains is how to disseminare employers to establish programs through a
eltective program models for worker education and network of small employers that share similar
training to more emplovens across the country, emplover growth and development necds.
cunvinee them of che efficacy of an invesement in this
approach. and encourage replicacion. Following are Sources of funding might include:
specific public palicy recemmendacions w somulace
emplover investment in programs that promote federal grants aad stace appropriation of general
emplover groweh and developmene: remove barriens w revenue funds
emplover participation in such programs: and enhance * state lottery revenue
educarional providers' abality o partner effeceively = sales of bonds
with businesses. inrerest, fines and penalty dollars from the
unemployment insurance truse tund
federal sources including the Job Training
Partnership Act, Carl Perkins, Wagner Peyser

Act, and Adult Education Act

o

L. Provide resources for technical assistance
and program operation to help emplovers (and
unions, where applicable? implement pro-
grams.
In addirion, forty-six states currently have state-
Technical assistance mighr include: supported custon ized training programs. While
their function is important, most of these programs
working with employers to assess their human continue tn operate in the short-term, job-speaific

resouree needls mode, providing assistance to employers to meet

designing worker education and training
programs
disseninating information about courses and
services offered by educational providers

* developing assessment and advistng options
for employees

@ establishing prepaid tuition systems

specific training needs of to prepare employets to
use newly-purchased equipment. Some funding
from the cutrent customized training programs
could be redirected to support comprehensive
employee education and training programs.

Closing the Skilis Gap: New Solutions
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must be streamlined and simple for employers
0 access. Currently, employers are hesitant to

sbecome invalved in public programs because they
believe government programs will involve a
bureaucratic maze of red tape. Mast emplovers do
not have the time or resources to invest in such a
Time consuMing process.

- Provide tax incentives to employers for

ongoing operation of programs.

Small and medium-sized employers in particular
may continue to need financial incentives ta
maintain programs. For many employers, tax
incentives could be used to support programs.
Appropriate tax incentives should be explored that
will be supported by both business and labor.

. Make the tax exemption for emplover-

provided educarion and training benefits
permanent.

Making the tax exemption for employer-provided
education and training benefits a permanent part
of the tax code would alleviate the current
administrarive difficulties faced by employers, as
well as provide employees with a greater incentive
10 participate in such programs. Historically, this
temporary tax exemption has been allowed to
expire each year, creating untold administrative
difficulties for emplovers who must respond to the
ever<hanging tax status of these programs. The
temporary tax exemption has also created confu-
sion and discouraged participation in education
programs among employees who become uncer-
wain about the rax status of these benefics.

. Build educational institutions” capacity to

work in partnership with employers.

In order fot educational providers to meet the needs
of employers and adult learners in the workplace,

funding formulas and policies that promere
employer-educational institution partnerships must
be pur in place.

Specific recommendations includc:

: Ensure that funding formulas are suffi-
ciently flexible o allow educational institu-
tions o develop partnerships with business
for programs that promote employee
growth and development. Current state
funding formulas that match ruition dollass
based on che number of full-time equivalent
students pur institutions that develop credic-
bearing programs for adult learners at a
disadvantage because mese working adults can
only atcend school on a part-time basis. Seate
funding structures need to be revamped to
allow instirucions the flexibility to tailor
programs ta meet specific emplover needs: offer
chisses a1 times that are convenient for empluy-
ees; and make assessment and advising acces-
sible to all students.

< Provide resources for, and encourage
educarional institutions to assess, studenty’
prior learning for college credit. Adule
learners should not be required to pay tuition
for or spend time repeating what they already
know and can do. Prior learning assessment
provides a respected and time-honored means
through which previous learning can be
acknowledged and rewarded. yet many
institutions do not have such programs in place
or do not have the resources to market these
programs to their student bodies.

¢ Change financial aid laws to allow for aid to
part-time students. Changing current
financial aid laws to allow financial aid for
part-time students would offset employers'
costs for instructional fees and provide addi-
tional ancentive to emplayees to participate.

b=
¥
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ancial aid programs exclude
"Yet, most working adults
are only able to attznd school on a part-time

WV
ﬂﬁundmg to educational institutions

to prov:de requisite resources for adule
learning programs. The American Council
on Educarion reports thar in cthe 1991-92
academic year, 57% of higher education
insticutions had to cut their budgets, compared
with 45% of schools the previous year. Public
institutions suffered the most, with 73% of
public two-year colleges, and 61% of public
four-year colleges reporting they had made
cuts. Taking inflation into account, two-thirds
of all public colleges and universities lost
financial ground in the pasr year.

Moreover, too few resources are available to
provide adult literacy and basic skills programs
to the millions of adults who need them. 1f
even half of these individuals were ro seek out
basic skillsdiceracy instruction through
employer-sponsored programs, providers of
these services would lack the capacity to meet
this need.

It simply is not pussible to improve providérs’
responsiveness to the needs of working adult
students and their employers with currently
avaslable resources. Funding for educational
institutions must be increased and rargeted 1o
address workforce development needs and the
needs of adult learners.
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CONCLUSION

To meet che skill-building challenge in the work-
place, employers must invest in a comprehensive
approach to employee education and training which
maximizes the impact of internal, job-specific
training and utilizes the resources of existing
educational programs in the community, while
fostering employee initiative in gaining new skills.
This new approach has the potential to turn the
thetoric of building a more competitive, wotld-class
workforce into a working reality. Already, successful.
barrier-removing models for promoting employee
growth and development are being implemented and
achieving results with unprecedented participation
levels. To expand the impact of these programs,
however, both public and private policies need to be
developed that will support these efforts, encourage
their dissernination and provide sufficient resources
for their replication.

Comprehensive education and training programs that
promote employee growth and development provide
an important opportunity 1o regain America's
economic competitiveness while enhancing the
quality of workers' lives. ‘This opportunity must not
be lost.
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